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ABSTRACT
To test the efficacy of the Attraction-Selection-Attrition
(ASA) model of organizational functioning, a configural
frequency analysis of the Myers-Briggs Type Indicator®

(MBTI®) profiles of 44,428 workers identified the INTJ
profile as a possible collective psychological type for
college faculty (n = 556). Implications for the ASA
model and the “Academy” (community of scholars) are
discussed.

INTRODUCTION
Schneider (1987, 1989) advanced the Attraction-
Selection-Attrition (ASA) model as a way to describe
and explain the influence of organizations in terms of
collective personality traits. In the ASA process, people
are attracted to particular organizations that they

perceive to “fit” or be congruent with their personalities.
Further, employees are selected in part because they
share the personality characteristics valued by the
organization. Finally, employees in the organization
whose personalities are somehow incongruent tend to
leave (attrition). One consequence of the ASA process,
which also provides evidence for it, is relative homo-
geneity of the personalities in an organization, and
subsequent research has supported this hypothesis
(Schneider, Smith, & Goldstein, 2000; Schneider,
Smith, Taylor, & Fleenor, 1998). Although ASA-based
research has focused more specifically on the impact of
the founder or leaders in business organizations, this
study tested its premise with a rather circumscribed
population, college professors, who function within a
very different type of organization: the “Academy.”
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The Academy is a metaphor for the diverse
collection of scholars who value both knowledge pro-
duction and transmission and who choose to work in
higher education settings. On the surface, viewing the
Academy as an organization may seem to be a “stretch”
of the tenets of the ASA model. As applied to the
professoriate, the ASA model would imply that any
collective faculty personality type would determine
who is attracted to the Academy, who is selected 
to stay, and who ultimately leaves
because of incongruence. Semmer
and Schallberger (1996) noted that
the fusion of personality and culture
is especially prevalent in organiza-
tions in which individuals have
choices about where they work. Even
though the advanced degrees held by
most faculty would seem to lend
themselves to such choices, the voca-
tional path of college professors is still
distinctive among individuals with
similar educations and must take into
account the more general organiza-
tional climate of the Academy.

Being a professor is not simply a
matter of career choice, however.
Consistent with suppositions about the ASA model
(Schneider et al., 2000), a distinction should be 
made between occupational choice and organizational
membership. Thousands of individuals at various
colleges and universities typically share a common job
description that involves varying levels of teaching,
research, and service—demands that describe life in the
Academy. Yet, the disciplines in which these individuals
“grew up” can be quite varied, each with its own
distinct characteristics (Biglan, 1973). As a matter of
fact, it would not be surprising to find a university-
wide faculty committee comprised of academicians
from business, social work, agriculture, and chemical
engineering. So, even though few faculty hold actual
degrees in higher education, the Academy appears to
attract established professionals who could have less-
demanding and often better-paying jobs in their
disciplines if they worked outside the Academy.

Further, the process to obtain academic appoint-
ments is quite consistent with the selection and attrition
aspects of the ASA model. Where much of the research
generated by the ASA model has involved more
traditional, hierarchical organizations with distinct

leadership, the collegial culture of college faculty can 
be equally pervasive and self-perpetuating. Faculty
must often negotiate a promotion process that can be
ambiguous and political, with decisions made by
groups of senior-level associates. And, with the possible
exceptions of the Pope and Supreme Court Justices, 
the protections of tenure are rare in positions outside
the Academy. Consequently, being a Distinguished
Professor of Agriculture, for example, may reflect an

individual’s recognition as a member
of the Academy, as much or more so
than as a scholar of agricultural
sciences. In the end, homogeneity in
the personalities of faculty, which
may be indicative of ASA processes at
work, could influence the “structures,
politics, jobs, compensation systems,
service and product quality, and so
forth” (Schneider, 1996, p. 294) of
the Academy.

Because research about organi-
zations should ideally have real world
application, some very pragmatic
reasons also guided the decision 
to examine the personality of the
professoriate. A college degree opens

the door for many individuals to obtain well-paying 
jobs. Faculty present considerable challenges and
meaningful supports that can have both educational
and noncognitive developmental outcomes for college
students, however (Pascarella & Terenzini, 1991). In no
small way, the successes of students are predicated on
their abilities to become acculturated to the Academy’s
style of doing things (Schroeder, DiTiberio, & Kalsbeek,
1989). As a matter of fact, selection into the Academy
may actually begin when current faculty identify and
mentor promising students (Austin, 2002). Because the
person-environment interaction model, which is the
central paradigm for the ASA approach, also grounds
most of higher education and student affairs practice
(Baird, 1988; Strange, 1996), insight into the Academy
would seem to hold a key for practitioners charged with
helping students obtain a college degree.

Personality and the Professoriate. One major
personality theorist, who in some ways may have
typified the professorial personality, was Carl Gustav
Jung. In his effort to understand individual differences
in adaptation, Jung (1921/1971) devised a theory of
psychological types that has become the basis of a
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veritable “cottage industry” in psychological testing 
and organizational development: the Myers-Briggs Type
Indicator or MBTI instrument (Myers, McCaulley,
Quenk, & Hammer, 1998). Over the past few decades,
type theory and the MBTI instrument have helped
college students and staff to understand themselves 
and others better (Evans, Forney, & Guido-Dibrito,
1998; Provost & Anchors, 1987), to aid faculty in teach-
ing toward diverse learning styles (Carskadon, 1994),
and to assist organizational develop-
ment experts to understand the
functioning of people in companies
(Hirsh & Kummerow, 1998). Despite
its early critics (e.g., Healy, 1989;
Merenda, 1991; Pittenger, 1993), 
the MBTI instrument has become 
one of the most widely used and
comprehensively studied psycho-
logical measures currently in produc-
tion (Jackson, Parker, & Dipboye,
1996; McCaulley, 2000), with a
growing international following
(Kendall, 2001).

Jung (1921/1971) originally
observed that people are oriented to
one of two types of psychic energy. Extraverts prefer 
to interact with the external world of people and 
things. They are comfortable and responsive to the
environment around them. Introverts prefer the subjec-
tive energy from within themselves, such as ideas,
feelings, thoughts, or perceptions. They are less
comfortable with the demands of the external world,
and seek independence from it. Within these preferred
worlds, Jung believed that people must use two
different adaptive processes: Perception and Judgment.
The perceptive process relies on two functions.
Individuals with a Sensing (S) preference prefer to take
in information through their five senses and to be
focused in the here-and-now. They take a practical 
and accepting approach to the environment. Intuition
(N) is built on a “sixth sense” and people with this
preference tend to be creative and imaginative in their
interactions. Finally, people make decisions in two
ways. Thinking-oriented people employ analytical,
cause-and-effect reasoning that is based on objective
appraisal. People with a Feeling (F) preference prefer to
make value-oriented judgments and to check objective
data with their personal beliefs.

Whether individually or collectively, the incongru-
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ence between faculty and student personalities may be
related in part to the early departure of some college
students (Kalsbeek, 1987), which may provide indirect
evidence of the culture of the Academy. Academic
persistence and success have been associated with
Intuition and Judgment, and to a lesser extent with
Introversion in earlier MBTI studies (e.g., Anchors,
Robbins, & Gershman, 1989; Apostal & Trontvent,
1989; Provost, 1985; Schurr & Ruble, 1986).

Interestingly, Lynch and Sellers
(1996) found that most students
preferred learning environments that
were consistent with their type prefer-
ences, but that Introversion and
Intuition were least preferred when
they were applied to the classroom. 
In another study, students who
demonstrated Openness and Con-
scientiousness seemed to be viewed
more positively by faculty than
Extraverted and Agreeable ones
(Williams, Munick, Saiz, & Formy-
Duval, 1995). These four “big five”
personality characteristics have been
shown to correlate with Intuition

and Judging (J) and with Extraversion (E) and Feeling,
respectively (McCrae & Costa, 1989).

Although personality research has been more
extensive for students than for faculty, some broader
findings have seemed consistent with the dimensions in
type theory and the expectations of members of the
Academy. Earlier MBTI information on educators at all
levels (summarized in Myers & McCaulley, 1985)
showed increased frequencies of Introverts, Intuitives,
and Thinkers when moving “up the ladder” from pre-
school to college—traits that would appear consistent
with the demands of scholarly research. All teachers
tended toward a Judging orientation. Rushton, Murray,
and Paunonen (1992) found two orthogonal factors 
that described faculty dispositions. One primary factor
involved independence, achievement orientation, dom-
inance, and striving to create cognitive order, whereas
the other factor concerned an easier-going, intelligent
liberality. Applying these results to MBTI correlates
(Myers, McCaulley, Quenk, & Hammer, 1998) and
considering the data on student attrition, faculty would
be expected to prefer Intuition over Sensing, with
tendencies toward Introversion (I), Thinking (T), and
Judging. The central question for this study was whether
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this set of characteristics has risen to the level of a col-
lective psychological type within the professoriate,
which in turn would provide support for the ASA
model.

METHOD
Participants. This sample of 44,428 individuals was
drawn from the database of the Center for Applications
of Psychological Type to be representative of workers
who had completed the Myers-Briggs
Type Indicator Form G over a 10-year
period (Martin & Macdaid, 1995). Of
that large group of employed people,
556 individuals were “university
teachers,” as indicated on the demo-
graphic section of their MBTI answer
sheets. Two caveats are important
when considering this sample, how-
ever. First, although this dataset was
relatively large, it may not be fully
reflective of all employed individuals,
including professors. Faculty repre-
sented roughly 1% of this sample,
which actually may be high when
considering the entire American
workforce. Further, given the history and nature of the
MBTI instrument, the CAPT database may be biased
toward college-educated individuals and/or workers
who function at the MBTI measure’s requisite eighth-
grade reading level. Second, these profiles were col-
lected at a particular point in time and may or may not
generalize to the current distribution of faculty
personality types, although the faculty role does not
appear to have changed much in the past several years.
Of note, however, this sample of 556 individuals may
reflect the population of faculty who were teaching
when many of the MBTI-based retention studies were
conducted.

Data Analysis. Within the community of scholars
concerned with psychological type, the best method to
document whole types appears to be a point of debate.
Myers et al. (1998) reemphasized the need for whole
types research in the recent MBTI® Manual, and other
scholars have continued the discussion (e.g., Mitchell,
2000; Reynierse, 2000). One relevant point in this
discussion seems to concern the nature of a research
question that involves whole types, which are complex
phenomena by any definition. Essentially, it may not be
prudent to expect a single, simple personal attribute

(e.g., being creative or preferring structure) to relate 
in some way to the more complex and dynamic
psychological type profiles described by Jung and
expanded by Myers and Briggs. Perhaps equally
problematic is studying the relationships of individual
psychological type dimensions (e.g., E–I or J–P) to
complex phenomena that have a myriad of antecedent
conditions, such as organizational membership.

In the 1970s, a technique emerged that addresses
these issues and seems consistent
with whole person research
(Bergman, 1996). Configural frequency
analysis or CFA (Lienert & Krauth,
1976) analyzes whether particular
multivariate profiles of categorical
scores or configurations appear in a
distribution more or less frequently
than expected. These “statistically
special” (von Eye, 1990) configura-
tions are labeled as types and anti-
types, respectively. Importantly, CFA
types are distinguishable from the
psychological types first described by
Jung and from the 16-type profiles
generated by the MBTI instrument.

The Indicator operationalizes a theory of psychologi-
cal types that assumes an uneven distribution of per-
sonalities in various subpopulations. CFA statistically
identifies unique profiles within sample groups from
particular contexts.

For this study of whole types, a Predictive CFA, 
or PCFA (Netter, 1996; von Eye, 1990), was conducted
to maintain the dichotomies found in Jung’s original
work and to serve as a contrast to procedures based 
on canonical variate analysis, as used in other ASA
studies (e.g., Schneider et al., 1998). Generally,
the expected values for a CFA are generated by subject-
ing a frequency distribution to a log-linear analysis,
which was done for this dataset. Of note, a PCFA
assumes that all the underlying variables (the MBTI
scores) and/or their interactions have some manner of
relationship to the dependent variable: in this case,
being a professor. The natures of these effects are of less
concern in CFA than the unique configurations they
ultimately produce, however. Based on the log-linear
analysis of the MBTI distribution, statistical types and
antitypes were then identified through the PCFA. A
statistical type in the sample of faculty was considered
indicative of a constellation of traits that would be
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consistent with the homogeneity principle suggested by
the ASA model.

RESULTS
The preliminary log-linear analysis showed that all four
MBTI dimensions had some relationship to under-
standing job status (JOB), as demanded for the PCFA.
The likelihood ratio chi-square tests (L2 (1, N = 44,428))
for both E–I (13.92, p < .01) and S–N (149.81, p < .01)
showed statistically significant main
effects and interaction (6.58, p = .01).
Even though T–F (4.21, p = .04) and
J–P (0.22, p = .64) were not statisti-
cally significant as main effects, their
interaction component was (8.58, p <
.01). To keep all these terms in con-
sideration, the null model (L2 (15, N =
44,428) = 218.48, p < .01) from the
log-linear analysis (EI*SN*TF*JP =
JOB) was used to generate the
expected frequencies for the first-
order PCFA.

TABLE 1 (SEE PAGE 93) reports
the frequencies, expected values, z-
scores, and their associated probabilities. To control for
inflation of Type I error, which could have occurred if
the probabilities in each cell were evaluated separately,
a Bonferroni adjustment was used as the final step to
identify any statistical types (T) and antitypes (A). Using
a priori nominal alpha (α) level of .01, which was
divided among the 32 cells under consideration to gen-
erate the criterion (α* = .0003125), four configurations
were isolated in this PCFA. The INTJ profile appeared 
to be the most pronounced statistical type among
university teachers. To a much lesser extent, the other
Introverted Intuitive psychological type, INFJ, also
reached significance, as did the INFP profile. ISFJ pro-
files were significantly underrepresented among faculty.

DISCUSSION
To test the efficacy of the ASA model’s homogeneity
hypothesis, this study attempted to isolate any collective
personality types within the professoriate that might
indicate organizational functioning within the Academy.
After controlling for the unequal distribution of types in
the larger sample of workers, the PCFA identified INTJ
as highly overrepresented in the subgroup of university
teachers. The other three profiles that met the criterion
for significance (INFJ, INFP, and ISFJ) were more likely

statistical artifacts of the large sample size, as their 
z-scores were a little more than one-third the size of 
that for the INTJ configuration. The INTJ profile also
appeared consistent with the research on student
attrition and faculty personality summarized in the
introduction. Even though the INTJ psychological type
represents a small part of the general population, 2% 
by some recent estimates (Myers et al., 1998) and 7% 
of this overall sample, nearly 20% of the faculty in 

this study had this combination of
type characteristics.

Limitations and Cautions. To
use a single MBTI profile to label all
individual college faculty would 
be a mistake and inconsistent with
effective use of type constructs or 
the ASA model. Instead, based on
these findings and the ASA model, 
INTJ characteristics may describe a
collective faculty culture found in 
the Academy. Certainly, many indi-
vidual faculty with other profiles 
find college teaching to be a meaning-
ful expression of their organizational

choice and, like their students, find ways to succeed in
the higher education environment. In this sample,
80% of individuals in the faculty group had profiles
other than INTJ. Furthermore, no accounting was
made in this exploratory study for differences caused by
gender, faculty rank, or institutional type, any of which 
might be anticipated to explain subtleties within the
professoriate.

Implications. Through a lengthy interactive
process, which ultimately lends itself to a “chick-egg”
metaphor, the Academy has become somehow con-
gruent with this rather circumscribed population of
individuals. Although the existence of homogeneity
does not always reveal the course of that process
(Schneider et al., 2000), the fact that the occurrence of
INTJs in this sample of faculty was 10 times the
frequency in the general population is notable. It would
be fair to say that few people enroll in college with the
expressed goal of becoming a college professor. Rather,
after years of demonstrating competency within a
discipline, these individuals choose to work in an
organization that often has little to do with the practice
of their original vocational choice. As viewed through
the ASA lens, these results provide insight into what it
may take to succeed within faculty culture and, more
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MBTI 
Profile Observed Expected z p(z) Observed Expected z p(z)

a

ISTJ 6,544 6,521.35 0.28 .7792 60 82.65 -2.49 .0127

ISFJ 3,455 3,427.56 0.47 .6393 16 43.44 -4.16 .0000 (A)

INFJ 1,811 1,828.82 -0.42 .6768 41 23.18 3.70 .0002 (T)

INTJ 3,003 3,072.07 -0.25 .2127 108 38.93 11.07 <.0001 (T)

ISTP 1,413 1,399.27 0.37 .7135 4 17.73 -3.26 .0011

ISFP 1,157 1,147.46 0.28 .7782 5 14.54 -2.50 .0123

INFP 2,284 2,304.79 -0.43 .6649 50 29.21 3.85 .0001 (T)

INTP 2,176 2,185.31 -0.20 .8422 37 27.69 1.77 .0770

ESTP 1,220 1,207.69 0.35 .7233 3 15.31 -3.15 .0017

ESFP 1,144 1,135.61 0.25 .8043 6 14.39 -2.21 .0270

ENFP 2,955 2,956.53 -0.03 .9775 39 37.47 0.25 .8025

ENTP 2,426 2,433.16 -0.15 .8846 38 30.84 1.29 .1970

ESTJ 5,468 5,443.02 0.34 .7349 44 68.98 -3.01 .0026

ESFJ 3,053 3,030.59 0.41 .6840 16 38.41 -3.62 .0003

ENFJ 2,356 2,360.09 -0.08 .9329 34 29.91 0.75 .4545

ENTJ 3,407 3,418.67 -0.20 .8417 55 43.33 1.77 .0761

Daniel W. Salter

Table 1. Predictive Configural Frequency Analysis of the MBTI® Type Profiles of University Teachers
Compared to Other Workers.

Note: Data were summarized from type tables of individuals reporting an occupation and as being a “university teacher” on MBTI Forms F & G (Martin &

Macdaid, 1995). No table numbers or page numbers were available. Used with permission.

a after Bonferroni adjustment, α* = .0003125. (T) = statistical type, (A) = statistical antitype.
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importantly, what others may expect in their interaction
with faculty in general. Based on years of study of Jung’s
work and research with the MBTI instrument, Myers et
al. (1998) constructed a portrait of the INTJ individual
that may be instructive at this point.

The INTJ Individual. Individuals with this pro-
file appear to be global, insightful, and creative thinkers
who appreciate challenging material with long-range
implications. They value clarity and conciseness and
can be detached, rational, and objec-
tively critical when making decisions.
Even though others may see them as
conceptual, original, and independ-
ent, INTJs can also seem private,
reserved, and hard to get to know. If
they have not been effectively sup-
ported in their development, INTJs
may potentially have a few “areas for
growth” that would present challenges
to themselves and to others around
them. For example, sometimes INTJs
may struggle to translate their intu-
itions and insights into the real world
in which they live, or may jump to
conclusions too quickly without hav-
ing all of their facts straight. INTJs
may overlook important details in the
environment and may also focus too
highly on abstraction and the mean-
ing of things that have relevance only
to themselves.

Implications for the ASA Model. Where theories
of career choice can help to explain why people pursue
certain occupational paths, the ASA model may help
account for the particular organizations in which people
choose to work. At a university, the nature of the tasks
associated with a variety of disciplines seems to give
way to an overriding culture of the Academy that
appears to attract, select, and retain more INTJ individ-
uals than expected by chance. Importantly, collective
INTJ characteristics may not necessarily reflect the day-
to-day life of faculty nor the subtle differences within
academic units. Further, knowing the “personality” of
the Academy does not explain how it came to be this
way and provides little guidance for changing it, if that
is a goal. At its present point of development, the ASA
model remains largely a descriptive technique that may
be useful to understanding some of the complexities of
vocational behavior.

In this instance, Jungian psychological types were
used to estimate the character of an organization. Using
aggregated MBTI profiles to determine situational
presses (e.g., Hammer, 1994) and applying Jungian
constructs to organizations (e.g., Bridges, 1992) are 
not new techniques, and certainly other personality
theories, such as the five-factor model, could serve this
purpose (Schneider, 1996). Such data should be used
with caution, however, as the human aggregate is only

one part of determining the natures of
behavioral environments (Moos,
1979; Salter, 2000), and other collec-
tive processes may be at work in the
setting. For example, motivational
factors (extrinsic vs. intrinsic) and
shared values seem especially relevant
to this discussion. Even though the
cultural press to “publish or perish”
may fit the dispositions of the INTJ
psychological type, thus allowing 
an individual to obtain an academic
appointment with tenure, most
faculty still seem to be primarily
motivated by the inherent rewards 
of teaching (Leslie, 2002). Ultimately,
the opportunity to teach one’s disci-
pline combined with crafting solu-
tions to abstract problems seems to
draw particular individuals into the
community of scholars described by

the Academy. The ASA model provides a framework to
use collective individual characteristics to provide
insight into this organization’s culture, but probably
should not be limited solely to personality dimensions.

Implications for Faculty and Students. A test
of the ASA model with college faculty is more than an
intellectual exercise. As Myers et al. (1998) reaffirmed,
higher education professionals concerned with the
success of college students must attend to personality
differences. The same would seem to hold true for
faculty. Previous research on student persistence and
academic success, as well as faculty attainment, appears
consistent with an interaction effect between personal-
ity and the environmental demands of higher educa-
tion. Because ensuring the success of all students and
faculty is a laudable goal, an understanding of the
Academy would seem critical to meeting this goal.
Specifically, based on the ASA model of organizational
functioning, the dominance of INTJ characteristics
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within the professoriate might be descriptive of the
challenges and supports to students, staff, and other
faculty. Unraveling the impact of these collective presses
on all the constituents in the process would seem to be
a next step.

Environments like universities are complex, how-
ever, and incongruence with any collective INTJ person-
ality type found in the Academy should not necessarily
predict failure for a student or the attrition of a faculty
member. Rather, Schurr, Ruble, Palomba, Pickerill, and
Moore (1997) may have identified the most salient
point to this discussion in their longitudinal MBTI study
of student persistence. A university or college is a rich
setting, filled with a multitude of constituent groups
and subenvironments, each with its own presses and
expectations. When faced with incongruence with the
culture of the Academy, students given opportunities to
use their preferred personality characteristics in other
domains (e.g., residence halls, study groups, etc.)
seemed to persist over the course of their educations.
Therefore, it is incumbent on professionals to recognize
the demands of faculty culture and to develop a variety

of alternative ways for students to stay engaged in their
collegiate experience.

SUMMARY
Schneider’s Attraction-Selection-Attrition model
addresses organizational functioning by examining the
artifactual personality characteristics of individuals who
have been attracted to, selected for, and retained within
an organization. The preliminary results of this study
appear to be consistent with the homogeneity principle
and to support the ASA model. Perhaps ironically,
Schneider et al. (2000) noted that scholars of organiza-
tional functioning have tended to ignore the apparent
pervasive role of personality, which in turn may account
for many of the failed attempts at organizational
change—a notion that may harken back to Jungian
assertions of collective, unconscious processes within
behavioral settings (Hopcke, 1989). The findings of this
study suggest that a diffused organization, such as the
Academy to which organizational scholars belong, may
have a collective personality that reflects the presses on
individuals within it.
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